ABSTRACT
1.
Introduction
Developing and implementing decision aids in the public sector is a challenging task.
As Lamm (1980) and others have pointed out, the political process tends to promote those that survive or win, not those seeking truth.
Often, the essential benefit of a decision aid, a valid model, is the very element that most threatens (he survival of the public decision maker. It is not surprising that Brili (1979) notes, "Designing a solution to a public sector problem is largely an art."
Hammond (19S0) suggests that it may not be sufficient to provide decision aids unless explicit attention is given to how these aids support effective learning.
Without effective learning support, Hammond (1980) , Pressman and Wildavsky (1979) and others predict dysfunctional consequences are likely to resuit from our policy making processes. Although Hammond argues a quasiexperirneiital approach is a necessary condition for learning, lie notes that the strong quasi-rational model of inquiry represented by the application of management science techniques has had positive impact on public sector decision making.
For example, management science models can help to externalize multiple objectives and when combined with the results of quasi-experiments provide an enhanced learning environment.
The need to facilitate access to decision aids as well as support individual and organizational learning is explicitly addressed in the decision support systems literature (Sprague and Carlson, 1982) and (Alavi and Henderson, 1981) .
As Keen and Scott-Morton (1979) , Alter (1980) and others note, the basic design strategy for DSS begins with an analysis of the decision process and adaptively develops a tool for the user to learn about and cope with semi-structured decisions. Experience in DSS design has also indicated the importance of flexibility, ease of. use (at least by an intermediary), and adaptability. Design methodologies such as middle-out (Ness, 1975) or prototyping (Keen and Gambino, 1981) are explicitly directed towards achieving these characteristics.
These design approaches assume there will be significant user and analyst learning both in terms of the technology as well as with regard to the decision process. This learning is enhanced (perhaps even made possible) by developing an initial system with the characteristics described above. As both the user and analyst move along a learning curve, the system is adapted to support their evolving information and learning needs.
The trend in public sector applications of management science techniques seems consistent with this perspective. Public sector planning models have evolved from those that focus on efficiency to those that attempt to describe and account for conflicting objectives (ReVelle et ai. 1977) . The application of multiobjective models in areas such as fire station location (Schilling et ai., 1980) , policy patrol scheduling, (Saladin, 1980) and water resource management (Major and Lenton, 1978) are some recent illustrations. Recursive frameworks (Henderson et al., 1978; Cohon and Marks, 1973) have been proposed that use a multiobjective planning model to establish system parameters and then disaggregate these solutions using heuristic and simulation models in order to evaluate their impact on system operations. This iterative approach is quite consistent with the adaptive design concepts proposed by DSS researchers.
Research on the application of decision support systems in the public sector has also emphasized the need to address both the problems of conflicting objectives as well as the need to better support the traditional data analysis efforts of the policy analyst. Hammond (1980) notes that both forms of decision (Keen and Scott-Morton, 1979) . As many public sector researchers note (Brill, 1979) . successful public sector decision aids must be able to accommodate unanticipated changes both to the structure of embedded models as well as to the nature of the user interaction. Achieving these system characteristics is a fundamental goal of the DSS designer. This flexibility and adaptability can be provided through a modular design. The system framework employed (Figure 2) is consistent with that proposed in Sprague and Carlson (19S2) . It (Schilling et al. 1982) and bar graphs to augment traditional tabular reports. The system allows easy manipulation of both the representation form as well as the particular format via a friendly user interface environment. (Hammond, 1920) .
The likelihood of successful implementation is increased as the magnitude of resultant change is decreased (Keen and Scott-Morton, 1979 
